DEVOLUTION AND RESPONSIBILITY 


How far kas devolution shifted initiative and responsibility from the "send= 


ing" end and with what main consequences for the achievement of the primary purpose 


of missions? (AIM III, ii. a.) 


"4 China Missionary" writing in the October, 1951, issue of The Inter- 
national Review of Missions has a wise word to say at the end of his article 
Be [20 ) H 


"A delicate path of creative leadership needs to be trodden by 
heads of missions between traditional western control and abdication 
of responsibility. In some fields, for some, the latter is the more 
urgent danger, At the same time, the younger churches, like the 
older, may not be deprived of their Godegiven freedom to make their 
own mistakes, " 


This quotation brings us at once to the heart of the question at the head 
of this paper, Is it possible to tread the "deiicate path of creative leadership" 
between traditional western control on the one hand and abdication of respons~- 
bility on the other? But before going further, one assumption is implied in the 
original question which needs to be made explicit here, What is the primary 
purpose of missions? Is it not the building up on the field of a Church that is 
"self-governing, self-supporting, and self-propagating, " 1 at least it is so 
assumed here, 


We turn now to a body of data, collected originally for another purpose, 
but applicable here also.© In asking a question on the "Degree of Devolution" the 
following replies were received: 


"In our East Asia fields the missionary enterprise, so far as we 
are connected with it, has been turned over to national or area cone 
ventions. For example, the Mission went out of existence in Japan in 
1933 and the administration of work was turned over to the Japan 
Baptist Convention, In China the Conventions took over at about the 
same time,"" "Because of present conditions, work in China is being 
carried on entirely by the nationals." "Now, in 1951, no foreigners 
remain on the staffs of the Yale-in-China institutions, To the best 
of our knowledge they are going on, entirely as Chinese institutions." 
"In Japan, church work became independent after 1938, after 20 years 
general reduction of subsidies and preparation for independence," 

"In China and Japan the entire responsibility for administration has 
been turned over to the native churches." "All work in China, Japan, 
and the Philippines has been placed in the hands of the nationals," 
"In China, all schools, colleges, hospitals, and almost 100% of the 


1 on the actual history of the phrase see D. J, Fleming, Devolution in Mission 
Administration, pps 43. Fleming H, Revell Company, New York, 1916. 
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districts and their church work have been transferred to nationals. 
In the past few years in China only onemissionary served as district 
superintendent," "In Formosa, ‘the educational and medical work is 
under the direction of the Synod of Formosa." In view of the test~ 
ing character of the times in China, this laconic comment from one 
Board is significant: ‘In China we organized a Church some years 
back, Just now it's difficult to say how it will stand up." 


"With regard to the work of one Board in Japan, Korea and the 
Philippines, the following paragraphs are well worth consideration: 


1Al1l church positions such as Bishops, heads of depart- 
ments, district superintendents, and local pastors have been 
under the management or administration of nationals for many 
years. 

tEvangelistic work is under the supervision of the church, 
Missionaries, however, are often assigned to the various phases 
of the program, especially as area and rural evangelists. 

'The primary schools, high schools, and colleges have 
had nationals as principals or presidents (several years before 
World War II) with missionaries on the staff and missionary 
representation on the Board of Control. 

‘Medical work--all hospitals have been under national 
control since before World War II with missionary doctors on 
the staff and missionaries represented on the Boards. 

‘Rural work--carried on by both nationals and mission~ 
aries as assigned by the church, Oftm a missionary would be 
in charge of rural work within an area having a Korean co- 
worker, or it might be the reverse. Very little rural work 
was done in Japan before the war. 

{Turning the work over to national leaders in the 
Philippines has been slower than in the other two countries. 
This is partly due to the fact that the American Bishop as- 
signed to the Philippines felt that Filipinos were not ready 
to accept leadership, However, in recent years the Filipinos 
have rapidly been taking places of authority. The church's 
first Filipino Bishop was elected just before World War II. 

‘Evangelistic work is carried on by both Filipinos and 
missionaries under the supervision a i management of the 
church in the Philippines, and most of the educational in- 
stitutions are managed by lilipinos with missionaries on the 
staff,' 


"Turning now to Southern and Southeastern Asia, most of the com- 
ments have, naturally, to do with India: ‘In India evangelistic and 
educational work is under a Church Council elected formally by the 
native church, although there are missionaries on the Council,' 
'tkvangelistie and educational work in villages now under nationals-= 
also nationals on boards of management of higher institutions. A 
national heads hospital in India as the Chief Medical Officer,’ 
‘Evangelistic about 50-50; educational, principally Indian; medical, 
principally missionary.! 'In India we cooperate with the United 
Lutheran Church, The Mission is now an indigenous Church, adminis- 
tered by nationals.' ‘'Church and Mission have been amalgamated into 
a single organization under the Church,! The next comment gives,in 
purely arithmetical terms, this estimate of the degree of trans~ 


4 


ference of the work in India to nationals: 'Pastorate 100%, 
Educational 75%, Medical 20%,' With reference to the area 

(Southern and Southeastern Asia) as a wholey two se¢retaries, re- 
presenting the same Board, write thus, Their comments are given 
separately, (1) tIn Burma native leadership is next best (after 
China); in Malaya it lags, partly due to government school regu- 
lations and partly to Missionary attitudes; in Indonesia and Sarawak 
it is least developed.! (2) ‘Of four bishops in Southern Asia, two 
are nationals. Of about 60 district superintendents about fifty are 
nationals, Perhaps 50% of school principals are nationals, About 
1/3 of medical work is under national supervision, Overall--national 
workers outnumber missionaries ten to one,! 


"In regard to Angola, and the proportion of the work of the United 
Church of Canada which has thus far been transferred to the nationals, 
Dr. Arnup states that the evangelistic work has already been completely 
turned over to them, and that the administration of the educational and 
medical work is shared with them. Another estimate for a different 
part of Africa, in the experience of one Board, is 'Madagascar-- 
Evangelistic and educational work about 50% under natives.' On the 
mainland, in that part of the country where this Board is also work- 
ing, the proportion of the evangelistic work under the natives is the 
same as in Madagascar, but the educational work 1s under 'govern- 
mental control,! The secretary of still another Board makes this ad- 
ditional comment: 'In educational and evingelistic work the African 
of the Rhodesia area has assumed considerable responsibility under 
the guidance of the missionary.' Thus in Africa, as in other parts 
of the world, progress is under way. 


"We turn now to Latin America and the West Indies. One secretary 
writes: 'In Mexico and Brazil the work has been placed under native 
bishops. In every field there has been an increase in native leader- 
ship, evangelism, education, and medical work.' Another secretary, 
touching on the work in four countries, says: ‘In Mexico, all of the 
work has been put under the joint administration of nationals and 
missionaries, but the missionary staff outnumber the national staff 
two to one, In Argentina the evangelistic work is wnder the direction 
of missionaries and nationals (there are more of the latter than the 
former), but the Union educational work is administered by boards of 
trustees. set up by each institution. In Jamaica, evangelistic and 
rural work is under the administration of missionaries and nationals 
(nationals outnumber the missionaries three to one). In Puerto Rico, 
all the work is administered by nationals, All changes in policies 
and budgets are referred to the home board and nine times out of ten, 
the recommendations of the nationals are followed.' A third secretary, 
referring to Guatemala, states: 'We are delegating management and 
administrative responsibility increasingly to the nationals, Our ul- 
timate goal is to turn the work over to nationals almost entirely.' 

A fourth gives in percentages a summary of progress in developing 
leadership in Bolivia: 'Pastorate 100%. Educational 50%, Medical 10%.' 
Another says of British Guiana ‘full direction of all the work in 
self-supporting congregations is in the hands of the local Church.! 

In regard to Honduras, another Board says that its work there is 
relatively new, 'actually at the stage of first baptisms and believer 


group organization,' But it adds, 'In principle out missions are en- 
couraged and directed to establish self-supporting, self-propagating, 
self-governing congregations and believers groups from the beginning 
and to develop leadership from within their ranks.! In this con-~ 
nection Dr, Darby Fulton of the Presbyterian Church, South, makes a 
statement about his own Board, which is doubtless true of nearly all 
others as well, He says: ‘All self-supporting work has already been 
formally put under the management and administration of nationals, 
They share in administration of much work still subsidized, including 
schools, hospitals, and the like.' The facts given in the preceding 
pages fully support this statement, !" 


In response to another question on "A Timetable for Devolution," which is 
given below, the replies following the question were received: 


"Has your Board thought it possible or wise to set time limits 
within which those parts of your work, not already transferred to 
the administration and control of nationals, will be so transferred?" 


"On all of our overseas fields, and especially in the Far 
vast, nationals have for many years been urged to take over ad- 
ministration and control." "There are no time limits in oper~ 
ation now, although in India it has been voted to turn over all 
work and property to the native church as soon as they will ac- 
cept it." "In no Latin American field have we attempted to set 
time limits but have tried to be wise in taking advantage of the 
wishes and capabilities of national leadership when it has made 
itself manifest." No time limits have been set, though it is 
out hope that in every field the day may come when complete re- 
sponsibility for administration and policy can be placed upon 
the native church." "We set a time limit in Sterra Leone, but we 
made the transfer of some major responsibilties to the African 
Church before the time set had expired, It was based largely on 
the achievement of the Church, It took less time than we had 
estimated, eight to ten years," ‘'Yeg~-a five year period has 
been set for India, but not for New Guinea." "We have not set 
a time, but are moving in that direction as rapidly as possible, 
No people now want too much paternalism," ‘No limitations set, but 
we are ready to turn over as soon as natives have sufficient per- 
sonnel and willingness to take over responsible positions," "No 
time limits, as in most cases the leadership has already been 
transferred, and where it hasn't been, people are being pre- 
pared to take over positions of administration." This (the 
fixing of time limits) has been tried in a few situations, Not 
recomended as a general policy, Spiritual maturity cannot be 
regulated by the calendar." ‘We aim to put the responsibility 
for the national church in the hands of the nationals from the 
very start," "I hope that within the next five years the nationals 
of Cuatemala will largely carry on their own work," "The Board 
has set no time limits on devolution, It has gone forward step 
by step, nationals and missionaries sharing, Probably in most 
cases it has not gone fast enough. But the emphasis must be upon 
preparing leaders as well as transferring, Devolution is as good 
as the people upon whom it devolves," 


"In view of the foregoing, the recent action of the Presbyterian 
Board of Foreign Missions (U.S.A.) deserves special attention, This 
Board has declared its top priority to be to tmake certain that 
national Christian leadership predominates in every field,' To this 
end the Board has further made specific suggestions to its mission- 
aries as follows: 

1, That ‘a report be made on the number of institutions whose 
management and administration have been transferred to 
nationals,! 

2. That 'plans be prepared to place major institutions within 
the next two years under autonomous boards of management 
responsible to the national church,! 

3 That 'plans be prepared to place nationals in administrative 
charge of all work within the next five years,' 

he That 'where such a prosram camot be completed within the 
next five years, the reasons be analyzed and alternative 
plans and time limits be set up,! 


"The note of urgency in this prozram is apparent," 


"The next question asked was this: 'To what extent is it the policy . 
of your Board to furnish missionaries, if so requested, to work under 
the direction of nationals?! The general tenor of the replies received 
was in the affirmative, emphatically so. One secretary makes a dis- 
tinetion in his r@ly which has a point: 'Sofar, the policy has been 
to work with, not under, nationals,! But most of the naswers received 
show that this distinction causes no ddifficulty to those replying, 
Here are some of the responses: ‘We do this in so far as we are able, 
‘Wherever requested, indeed we foster it! ‘Our Board will furnish 
missionaries at any time to work under the direction of nationals, if 
so requested and the nationals are qualified,' 'Yes, we would appoint 
missionaries to work under nationals in any place where that is the 
logic of the situation,' ‘It is the policy of our Board to ask all 
missionaries to be willing to work under the direction of nationals, 
if requested,' 'Our Board is glad to appoint American missionaries to 
serve under the direction of the native bishop on the field,' ‘We 
welcome such requests and are quite willing to cooperate in furnishing 
missionaries to work under competent national leadership.! 'We con- 
sider the missionary a member of the church locally and organizational- 
ly, in the field where he serves, Where there are natives as bishops 
or district superintendents or institution heads, the missionary is 
supposed to serve under them,.' ‘'!A11 our missionaries are sent to the 
field with the understanding that they will probably work under the 
direction of nationals and in most cases their entire missionary career 
is spent working under nationals. We expect that all of our mission- 
aries in the future will work under nationals and we have no hesitancy 
about sending them,'" 


Another question from the study under review is relevant: ‘Should all 
financial aid from North America to the Church on the field be dispensed through 
that Church itself as distinct from the Mission?" 


"The replies are distinctly favorable to this procedure, though 
there is a clear realization that it cannot be applied indiscrimin- 


ately everywhere, 'The procedure must differ according to the stage 
of development in the national organizationg,the degree of self- 
support and the ability of national leaders to assume administration,! 
'Yesy as soon as there is a reasonably well-functioning church to 
assume responsibility.! ‘Whether funds from the United States should 
be dispensed through the Church or the Mission depends upon the type 
of organization and the quality of the body concerned, At present in 
India there is a very strong urge to do things through the Church, 


"tThe time will come when it will be wise to dispense financial 
aid through the church rather than through the Mission, but that 
time has not arrived in many of the fields, The vision of church 
members has not broadened to the place where large educational in- 
stitutions (as one example) would be supported, The Church in certain 
parts of Latin America is still so near the subsistence level that it 
cannot grasp the worthwhileness of vital but costly ways of building 
the Christian community,'! ‘If the national church functions as such 
with any degree of success, then I think the church should handle 
the funds and not the mission,! ‘With the rarest of exceptions, yes.! 
"It should be dispensed through the church, The only funds dis- 
pensed through the mission should be missionary salaries, housing, 
and items which relate to missionaries, their health and living,!" 


The following paragraphs on the subject we are considering here have re- 
recently been received through the courtesy of Dr. Carl Heinmiller of the Evangel~ 
cal United Brethren Church of Dayton, Ohio, and with this statement we draw this 
paper to a close, 


"In all of our overseas fields the process of devolution continues 
steadily, In some fields the pace is more rapid than in others, In all 
of them it is inevitable and desirable, The process is not a simple one, 
but calls for imagination, patience, and mutual confidence between the 
missionary and his national co-workers. It also calls for full understanding 
and cooperation of the Church at home in this delicate process of trans- 
ferring the authority over the Church in thos2 lands to national leader~ 
ship. Our missionaries are to be commended for their generous and help- 
ful attitudes as they seek the best ways to effect this change constructive- 
ly. In this connection several things should be said: 


"ag The transfer of the leadership of the Church and its in- 
stitutions to Christian nationals should be speeded as much as possible and 
aggressive steps taken for the training of qualified persons to assume these 
responsibilities, The Presbyterian Board of Foreign Missions has requested 
all of its units to prepare plans 'to place nationals in administrative 
charge of all work within the next five years! and has set aside a fund of 
"30,000 'for salaries or for training! of nationals for this purpose, Our 
national co-workers have been gracious and considerate during what must 
at times seem to them an extremely long period of twaiting,'! It should 
be remembered that they are, like ourselves, children of their generation, 


1 annual Report of the Department of World Missions, livangelical United 
Brethren Church, Dayton, Ohio, October 1951, 


moved by the prevailing emotions and longings of their people, and subject 
to the stresses and strains of political and economic pressures, We 
should not expect nor require in them, as a condition for such transfer 

of authority in the Church, a measure of spiritual maturity or perfection 
which we do not find in ourselves, 


"be We should be extremely careful to recognize fully the new 
status of the Church overseas. In all of these countries we have com 
mitted ourselves to the principle of self-rule for the Church and are no 
longer free to proceed in matters affecting the Church and its institut- 
ions by direct action, ‘When foreign mission agencies align themselves 
with a united Church onthe field, there are some self-disciplines 
which they accept,!' said Dr. H. G. Bovenkerk, iixecutive Secretary of the 
Interboard Committee for Christian Work in Japan, This means that there 
are some definite limitations upon our freedan of operation in relation 
to our former pastors and congregations in those places, It also means 
that there are some things which we have no right to do except through 
established channels and with the consent of the Church in those 
countries, In these critical days of unrest and tension across the 
world we must be doubly careful not to do ¢ything which may weaken the 
unity of the Church in other lands, nor disregard the authorities which 
we have willingly surrendered, 


"c,. The status of the missionary in this new order and his 
relation to the indigenous Church need continuing study. National 
Christian leaders everywhere have been exceedingly careful to safeguard 
the interests of the. missionary in this devolutionary process, But it 
does not seem as though the present basis for this missionary relation- 
ship has the quality of permanency, In most cases the missionary is 
considered a full member of the indigenous Church and in theory at least, 
subject to its rules and procedures, Such a full identification is ac- 
tually not possible without some major alterations in the whole scheme 
of missionary service and support, which alterations do not seem practi- 
cable nor necessary for effective work. A clarification of this re- 
lationship of the missionary to the indigenous Church is essential for 
the success of this fellowship-in-service in the Years ahead, ceceace 


"A New Name for a New Relation 
CW NE LATION 


"For all Christians in the home Church, the word 'Missions! has 
challenging associations, Sowith the word 'missionary,! But over- 
seas it is different, There 'Missions! does not carry the pleasant 
meaning it holds for us, but often suggests a certain condescension and 
paternalism, In Europe the phrase is 'Heiden-mission,! literally 
'Heathen-Mission,! 


"At the risk of appearing too little concerned for the past and 
too much concerned for the future, which may be a vice or a virtue, I 
would like to suggest that the name of the Department of World Missions 
be changed to the Department of Overseas Relations, or the Division of 
Overseas Relations (DOOR), and that our workers be designated 'repre- 
sentatives,' unless same better designation is found, The significance 


of the new name for this Department would be in its recognition of the 
new order which has come into being with the emergence of the Church 
in other lands, It implies a mutual and mature relationship with 
these several branches of the world-wide Church of Christ," 


The evidence presented above shows that the Church is seeking sincerely to 
tread the "delicate path of creative leadership," 


W. P. Mills 


